Augsburg University

Idun
Theses and Graduate Projects

2012

The Influence of Resonant Leadership Styles on
Employee Engagement Within a Financial Services
Organization
Ryan D. Maddux
Augsburg College

Follow this and additional works at: https://idun.augsburg.edu/etd
Part of the Leadership Studies Commons
Recommended Citation
Maddux, Ryan D., "The Influence of Resonant Leadership Styles on Employee Engagement Within a Financial Services Organization"
(2012). Theses and Graduate Projects. 993.
https://idun.augsburg.edu/etd/993

This Open Access Thesis is brought to you for free and open access by Idun. It has been accepted for inclusion in Theses and Graduate Projects by an
authorized administrator of Idun. For more information, please contact bloomber@augsburg.edu.

Augsburg Coltege
Lindell Library
Minneapolis, MN SS,|S4

THE INFLUENCE OF RESONANT LEADERSHIP STYLES ON EMPLOYEE
ENGAGEMENT WITHIN A FINANCIAL SERVICES ORGANIZATION

RYAN D. IVIADDUX

Submitted in partial fulfillment of the
requirements for the degree of
lVaster of Arts in Leadership
AUGSBURG COLLEGE
M INNEAPOLIS, h/I NN ESOTA
February 2,2012

Augsburg (hllege
Lindell Library
itrinneapolis, MN 55 154

IVIASTER OF ARTS IN LEADERSHIP
IV!

AUGSBURG COLLEGE
NNEAPOLIS, h/l I NN ESOTA

CERTI FICATE OF APPROVAL

This is to certify that the Action Research Project of
RYAN D. TVADDUX
has been approved for the Action Research Project requirement for the N/asters
of Arts in Leadership degree.

Date of Action Research Project Completion:

Committee
Advis r

d

2012

ACKNOWLEDGEI\4ENTS

To my peers, professors and the Augsburg IVIAL staff, my sincere appreciation.
To Yvonne Kinney-Hockert, Tracy Dahl, Susan Long and Lisa Sabasteanski, my
heartfelt thanks for their camaraderie and encouragement in and out of the

classroom. Their support has been particularly significant.
To Norma Noonan for the opportunity to participate in her class on action

research. Course objectives not only proved beneficial to this project, but will be
useful as I approach future organizational complexities, problems and

oppottunities. Norma's academic knowledge, interest in her students and
genuine spirit have contributed to my learning in numerous ways.

To Mary Lee [/claughlin, research librarian, for her humor and assistance
throughout my time at Augsburg. Her insight, guidance and patience were
invaluable, and her expertise helped me to uncover several important studies, as

well as data used extensively in this action research project.
To my manager, Cheryl [/iller, who has been my advocate and my sounding

board. To my work colleagues, research participants and the leadership team,

I

am truly grateful. This research has been especially meaningful to me and will
influence my approach to work, to Ieadership and to my relationships with others.
It is with the compassion, encouragement and understanding of my family,

friends and colleagues that my goal of completing this degree has been realized.

ii

ABSTRACT

THE INFLUENCE OF RESONANT LEADERSHIP STYLES ON EIUPLOYEE
ENGAGEIVIENT WITHIN A FINANCIAL SERVICES ORGANIZATION

RYAN D. h4ADDUX

FEBRUARY 2,2012

X

Action Research Project

Researchers suggest that job dissatisfaction in the United States is escalating
rapidly. This is due in part to current economic issues but also to a growing
disconnect between managers and employees. A recent study found that less
than half of all employees are happy at work--the lowest satisfaction ratings in22
years (Neal, 2010). This action research project focuses on one business line
within a large international financial services organization and examines the
relationship between resonant leadership styles and employee engagement.
Internal surveys and interviews were conducted to establish a baseline
understanding of organizational concepts including: Emotional lntelligence,
Resonant Leadership, Employee Engagement and Executive Coaching. I argue
that a leader's ability to create and sustain emotional connections with
employees, while at the same time demonstrating mindfulness, hope and
compassion may result in: higher job satisfaction, increased levels of trust, a
heightened sense of optimism, and greater overall team member engagement.
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The lnfluence of Resonant Leadership Styles on Employee Engagenrent within a
Fi nancial Serv'ices Organ ization

CHAPTER 1 : INTRODUCTION
Working in the field of human resources for over fifteen years, I have
witnessed first-hand the extraordinary challenges facing our business leaders

today. Executives must cope with the pressures of organizational uncertainty
and a volatile global marketplace while at the same time developing people and
achieving results. I am acutely aware that for some leaders these skills seem to

come naturally while for others, obstacles such as fear, uncertainty and stress
can become debilitating and may ultimately manifest themselves in extremely
unhealthy ways. For the past several years, workrng in the financial services
industry has been especially demanding. Significant economic challenges have

further compounded the issues facing our leaders. For example, emplcyee
morale is down, tensions are high and the stability once taken for granted has all
but vanished (Ackerman, 2008; FORUIU, 2010).
While studying Positive Psychology and Emotional lntelligence, I was
introduced to Resonant Leadership theory. The theory intrigued me primarily

because lfeel that developing resonance in one's approach to leadership by
1

practicing mindfulness, inspiring hope, and leading with compassion may help to
navigate the challenging tides present in today's workplace, as well as to
enhance working relationships (Boyatzis & lVlcKee,2005; Goleman et al., 2002).
Furthermore, a leader's ability to demonstrate self-awareness and exceptional
self-management could also play a role in his or her ability to engage and inspire
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employees. Business success, employee retention and team effectiveness are
all impacted by a leader's approach to relationship management. ln human
resources it is part of my responsibility to work with managers and executives on
performance improvement, role-modeling and supporting employee engagement

strategies. Conducting action research as part of my graduate studies has
resulted in a more critical examination of the leadership practices of my current
management team and a deeper understanding of what gaps exist which have
ultimately resulted in counterproductive outcomes.
In this paper ldiscuss how and why resonant leadership and emotional

intelligence influence employee engagement, why employee engagement is an
important organizational objective, and how applying resonant leadership theory
in executive coaching sessions may positively impact a leader's ability to engage

others in the workplace. This qualitative study seeks to examine my leadership
team's: 1.) General understanding of emotional intelligence and resonant
leadership theory; 2.) Commitment to organizational employee engagement

goals; and 3.) Openness to executive coaching and leadership development

opportunities. ln order to achieve this, I used action research methods to
examine resonant leadership styles and employee engagement within my direct
work group. Data were gathered through empirica! research and library-based
research as well as internal benchmarking through one-on-one interviews and
su rveying.

ln the remainder of this paper, I provide an introduction to these topics and
provide context into how larrived at this research, as well as the problem lwould
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like to resolve as a result of the research. First, I provide background on my
employer and the current department in which I work. I do this in an effort to help
illustrate the dynamics of the day-to-day environment in which I interact with
business leaders and their subordinates. Second, I discuss the employee

engagement issues facing organizations today and how leaders influence
engagement through their own self-awareness and relationship management

practices. Third, I define key concepts critical to this research. Finally,

I

summarize my approach to the remainder of this paper.
As a team member of a large international financial services company for
over ten years, I take great pride in working for a company with strong principles,
innovative products and services, and a core philosophy that focuses on
employee empowerment and engagement. ln studying leadership and applying
leadership theory in my day-to-day work environment, I have found myself
observing and asking more questions about our business than ever before. One
of the main issues with which I struggle is that of a gap I have observed between

l

leaders and employees. This gap involves the Ieader's own level of selfawareness and his or her ability to develop, manage and sustain highly effective

\

relationships with his or her direct reports, peers and business partners. The
complexity inherent in creating these relationships sometimes becomes an
impediment to the leader. To assist our leaders, the organization should be
asking itself if it is providing the appropriate tools, resources and training to our
managers to drive Ieader self-awareness and employee engagement.
Furthermore, we work in a highly technical and extremely competitive
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environment. Businesses today must work more intelligently with fewer
resources, perpetually reinvent themselves to maintain relevance, and constantly
improve efficiency in a volatile marketplace.

The leaders I support are technically savvy but must also remain aware
and flexible to the needs of our team members. This is a challenging balance.

We must not only help leaders develop the technical skills necessary but assist
them in developing their personal and social competencies at work (Goleman et
al., 2002). Leaders must be able to manage their own emotions and maintain
balance while at the same time meeting the goals of the business and
empowering employees. The focus is often on business outcomes but not on the
people who are working in the business. As a result of the action research

pedormed, I now see that we have an opportunity for both sides to grow and

succeed. With successful leadership, employees are more productive, more
invested in their work and show greater flexibility in the face of change.
Understanding how to empower, engage and inspire them helps the business
become more successful.

Supporting HR strategy, learning and development and reward and
recognition initiatives for a team of over 400 people comes with its challenges.
However, as a member of one of the smallest teams (identified as CBD) within
an organization of over 80 business lines, I am not only able to observe the
interactions of my team and our leaders but I am empowered to propose
strategic changes as opportunities arise. The group in which lwork is highly
skilled and highly professional however specific development opportunities do
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exist in the areas of leader effectiveness and relationship management.
Conducting internal action research provided valuable insights into the leadership

team's general understanding of the organization's employee engagement
strategy as well as areas of opportunity for us to help drive engagement. One of

the biggest opportunities we face in my organization is the virlual nature of our

teams. With over five locations, it was imperative that my final action plan was
inclusive of team members no matter their geographical location. Furthermore,

fostering and sustaining a culture of engagement within such a diverse, global
and complex company seemed daunting at best.
lVany top organizations today acknowledge that employee engagement is

a key component of talent and business performance. Gallup, lnc. (201012011)
maintained that engaged employees are more productive, build stronger

workplace relationships, and are more innovative in thought and practice. These
outcomes are all essential business drivers and are often tied to an
organization's vision and leadership model. I also believe that leadership styles

signiflcantly influence team member engagement and overall business success.
Exploring resonant leadership styles as well as understanding a leader's EQ
(Emotional Quotient

-

Emotional lntelligence) may lead to a clearer

understanding of whether or not these characteristics positively or negatively
impact engagement. As the nature of the financial services industry evolves and

changes in the new regulatory and global environment impact business functions
and success, examination of potential impacts to engagement are worthy of

greater reflection. As resonant leadership theory incorporates trust, compassion
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and optimism, I feel confident that these principles-when incorporated into
leadership development programs and used in coaching and consulting

sessions-could conceivably counteract the adverse business impacts existing
today. lt/anaging with resonance may result in increased /eader job satisfaction,
as well as employee engagement.
Ovenrvhelmed with organizational uncertainty, huge mergers and

inconsistent leadership, employees on my team are ovenruorked and oftentimes,

under-appreciated. Gallup, Inc. estimates that in the average workplace today,
49% of employees are disengaged. Furthermore, 1B% are actively disengaged

and are undermining the effectiveness of others on a daily basis (Gallup

Consulting,2010). This growing trend could be cause for alarm. It suggests that
there is a significant disconnect between employees who are simply'getting by'
and those who actively immerse themselves in all aspects of the corporate vision
and culture. This immersion might ultimately impact the company's success as

well as its bottom line. As a result, it may be beneficial from a business
perspective to examine how Ieadership characteristics impact employee
engagement and leader effectiveness. Understanding those effects might, in

fact, lead to greater levels of trust, higher employee morale and increased
employee self-efficacy between leaders and their followers (Attridge, 2009;
lVlacey & Schneider,

2008). fVeasuring employee satisfaction annually may

provide useful data on trends, but how do we engage employees when we don't

fully understand the behaviors that drive engagement?
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This action research prgect examines the influence of resonant leadership
styles on employee engagement and provides an action plan for addressing the
integration of resonant theory into the business. Though empirical evidence is
limited in the field of resonant leadership theory, evidence does exist which
suggests that a leader's ability to create and sustain emotional connections with
employees, while at the same time exhibiting self-awareness and selfmanagement, may result in higher job satisfaction, increased levels of trust, a
heightened sense of optimism and greater overall team member engagement. ln
this study, I discuss how resonant leadership styles, coupled with a leader's own
emotional intelligence, may, in fact, lead to higher workforce engagement. The
use of executive coaching tools, library-based and empirical research, as well as
internal surveys and Ieader interviews provide the framework for this research.

As resonant leadership is derived from research on emotional intelligence,
this study focuses on both theories. The resonant leadership model consists of
six leadership styles. Four of the styles are considered to be resonant in nature,
and two are labeled dissonant. For the purposes of this project, I will define a
resonant leader (or leading with resonance) as someone who exhibits a high
degree of self-awareness, who is able to build meaningful connections with
employees (through empathy, positivity and trust), and who is able to create
highly effective organizational cultures by leveraging the strengths of others in
pursuit of a shared vision (h/cKee & [/assimilian, 2006). I define a dissonant
leader (or leading with dissonance) as someone who is emotionally out of sync

with his or her employees, who is overwhelmed and blinded by personal stress or

Page 7 of74

ego, and who interacts with others using an authoritative as opposed to a

collaborative tone (Goleman et aI.,2002). ln addition, I provide the following
definitions for Emotional lntelligence, Employee Engagement, Executive
Coaching and the Gallup

Q

12 lo provide clarification and consistency.

Emotional lntelligence (EI), the foundation and framework of resonant
leadership theory, will be described as the ability to identify, understand and

effectively manage one's own emotions, as well as the emotions of others
(Goleman et al., 2002). Engagement or employee engagement will be defined
as the degree to which employees exhibit passion, personal investment and
psychological commitment for their work. I further define engagement as an

employees'willingness to share in the vision of the organization and their
commitment to achieve that vision through collaboration with their peers,

business partners and customers (Sperduto, 2007; Crabtree, 2011). Executive
Coaching will be defined as action oriented one-on-one consultation (by a neutral
and trained non-psychology or psychology based coach) with business Iine
leaders having one or more direct reports in an effort to build, practice and
sustain leadership characteristics that leverage both personal and social

competencies necessary to leading others. (Bono et al., 2009; Haan et

al

.,2010;

Kombarakaran et a|.,2008; Ozkan,2008) The Gallup Q12, Q12, The Gallup

Q12 Group[/ean@ and the Employee Satisfaction Survey will be defined as the
annual employee satisfaction survey administered internally in partnership with
the Gallup organization. Q12 results provide measurements (via scorecard) on
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employee engagement and empowerment indicators for all managers with more
than five team members (CBD, 201 1).
ln the rest of this paper, I share how research results were obtained as

well as how I arrived at several important conclusions. In chapter 2, the review of
literature, I focus on empirical studies conducted on Resonant Leadership,
Emotional lntelligence, Employee Engagement and Executive Coaching to
establish a foundation on which the research was built. ln chapter 3, I provide an
in-depth description of Resonant Leadership theory and how it was used in this

research. Chapters 4 and 5 describe methods of data collection as well as
qualitative research findings. ln chapter 6, I discuss the action plan I created to
help address research findings and go on to explain in chapter 7 how the findings

will be implemented within my workplace. ln chapter 8, I propose further action
steps as well as the approach lwould like to use in addressing future workplace

opporlunities. Finally, I summarize this action research project and reiterate how
and why resonant leadership may positively impact employee engagement.
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CHAPTER 2: METHODOLOGY
The issue of employee engagement is a significant one. Disengaged
employees can put an obvious strain on organizational performance and

success. Leaders play a significant role in developing and retaining team
members and, as a result, their ability to connect with as well as inspire

employees is a critical component of management. In fact, research suggests
that leadership styles significantly influence team member engagement and
overall business success (Heindel, K., 2009; Gallup Consulting,2Al
et

al

l;

Van Rooy

.,2011). This mixed methods research study focuses on the potential

relationship between employee engagement and resonant leadership styles to

understand possible impacts. lt explores management perspectives on
leadership, employee engagement and executive coaching within my current

work environment.
For the purposes of this action project, I conducted research which

focused only on participants within my own business line/workplace.
Organizational approval to do so was obtained by human resources, as well as
senior department executives. Participation was both voluntary and confidential.
IRB approval was obtained under 2011-13-4 through the course IVL 5BB

-

Final

Project Seminar: Action Research. IRB approval to cover normal interviews was

granted and no sensitive issues arouse requiring additional IRB and human
resources approval. Subjects included in this research were mid-level managers
and senior leaders who have a minimum of three years management experience
and who have been employed internally (by the current financial services
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organization) for a minimum of two years. Additionally, participants currently
have direct reports, as well as access to the most current year's (2010) internal

employee engagement survey results.
Since research is limited in specific measurement tools of resonant
leadership, I created a qualitative self-evaluation/survey tool to assess
participants' understanding of resonant leadership and emotional intelligence
theories, as well as their exposure to executive coaching. The survey included
open-ended questions that were used: to assess a participants' general
awareness of these theories, to gain insight into their current approach to
leadership, to identify any relationship between their leadership style and their

overall internal engagement scores, and to gain useful demographic information.
ln addition, interviews were conducted with a voluntary subset of survey
respondents in an attempt to gather additional qualitative data which established

themes related to the leader's vision, self-awareness and understanding of
important leadership attributes.
The study was limited to the management population within my current

depa(ment. Participants were selected using stratified random sampling to
ensure an equal representation across the business !ine and leadership ranks.
From a total department population of 284 team members, 93 subjects fit the

survey criteria, and were asked to participate using the email introduction (which
included study details) and consent forms. A total of 32 responded for a
response rate of 34%. For additional insight into the leadership team's
understanding of employee engagement and openness to executive coaching,
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Augsburg College Ubrary

separate interviews were conducted with seven of the ten senior executives

in

the department. In cases where interviews were conducted, participants are
labeled in sequential order (e.g. Participant 1,2,3, etc.) and only I knew which
participant was assigned which designation. As the organization conducts
annual team member surveys on workplace engagement and empowerment for

each manager, Gallup Q12 GroupMean@ (Engagement lndex) and Q4
(Empowerment Index) data were also used to evaluate the percentage of
respondents falling below or above 4.0 (Likert Scale of 1-5, with 5 being highly

effective) in order to identify the likelihood that coaching or additional training
would be beneficial. The information will also be used in future research and
action planning in order to examine self-assessment data and engagement

outcomes. All survey outcomes will be safeguarded through encrypted and
password protected online software. All hardcopy notes, recordings and results

will be kept in a locked cabinet that only I will have access to. To protect
confidentiality and anonymity further, individual results by leader (though
assigned unique identifiers) will not be shared internally (e.g. HR, Reports To
manager, etc.). Survey results and engagement scores will be studied to

determine potential correlations between resonant leadership styles, emotional
intelligence indicators and level of team member engagement. The results of this

study may further identify key indicators of leadership styles that negatively or
positively impact employee engagement in U.S. financial services organizations.
Based on research findings, I propose to create additional leadership

development and communication tools, to construct and facilitate an engagement
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training course for managers and to develop a resonant leadership coaching
model with self-assessment exercises to be used in executive coaching

sessions. Ultimately, my hope is to build upon this research in an effort to drive
employee engagement strategies, and suppod internal talent management goals

through leadership development.
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CHAPTER 3: LEADERSHIP THEORY
Goleman, Boyatzis and [\4cKee (2002) introduced Resonant Leadership
theory to help assess a leader's level of emotional intelligence, as well as to
provide a means to identify specific characteristics that would benefit leaders
who were trying to build upon or strengthen their working relationships with

employees. To accomplish this, resonant leaders harness their own selfawareness and self-management acumen in an effort to create meaningful
emotional connections with their followers; relationships that are built upon trust,
empathy and optimism. Researchers also argue that leading through resonance
is an effective way to manage personal stress as well as to engage and inspire

others (Goleman et

al

.,2002; Boyatzis, R. & [VlcKee, A.,2005; IMcKee &

lMassimilian,2006; Reeves, D. & Allison, E., 2009). Resonant leadership is a
theory based on six core leadership characteristics, and applies those leadership
styles to the concepts of mindfulness, hope and compassion (Goleman et al.,
2002; Boyatzis, R. & tVcKee, A.,2005). ln working with leaders as well as
providing internal leadership development opporlunities, I have found it helpful to
understand the attributes resonant or dissonant leaders exhibit:

1.

Visionary - The Visionary leader sets a compelling vision and direction
for his or her followers. This style is generally positive for the
organization, helps to engage others in working toward the vision and
promotes a culture of flexibility and openness to change.

2.

Coaching - Leaders embracing the Coaching style are able to build
connections for followers to shared goals and organizational objectives
through empowerment and relationship management. This style is
highly positive in nature.

3. Affiliative -

An Affiliative style of leadership helps create and sustain
meaningful relationships with others and between teams. Both
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harmony and resiilence are fundamental components of this approach.
This style works best when overcoming disagreements, reenergizing
the team or repairing and improving relationships.

4.

Democratic - The Democratic leader places emphasis and value on
the thoughts, opinions and insights of the team. He or she leverages
feedback in order to engage others in meeting shared goals. This
positive style helps build consensus and ownership among teams.

5.

Pacesetting - Employing a Pacesetting style is risky. Pacesetting
leaders may run the risk of overwhelming their employees due to their
own ambitious, and oftentimes demanding, approach. This style is
helpful when meeting tight deadlines, when launching new projects or
in meeting sales goals.

6. Commanding -

Commanding leaders can cause serious stress in the
workplace. Their delegative and sometrmes overbearing approach
creates fear and leaves little room for people to share their feelings
and opinions openly and honestly.

lam using resonant leadership theory in this study because I believe
effective leadership is not a result of business or technical savvy alone, but is
realized through nurturing relationships with others. Resonant leaders
acknowledge this, and are able to create meaningful emotional connections with
their followers. These bonds empower, motivate and inspire people in a
multitude of ways. ln order to make these connections, a leader must first be
willing to explore his or her strengths and weaknesses. Boyatzis and lt/cKee
(2005) emphasized, "Great leaders are awake, aware and attuned to themselves,
to others, and to the world around them" (p. 3). As a result of self-reflection and
self-examination, leadership is approached in a richer and more holistic way.
Only through awareness can transformation begin. The path to becoming a
resonant leader is a personal one. lt is an evolution and a commitment not only
to ourselves but to those we serve.
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A resonant leader displays empathy toward others using the four resonant
styles, focusing on both authenticity and optimism. Resonant leaders also have
the emotional capacity to create and sustain dynamic relationships with others.
According to Shirley (2007), "Resonant leaders walk their talk. This creates a

working environment of openness, honesty, and trust. Leading by example is the
only way to create emotionally engaged followers" (p. 1). But what happens

when leaders exhibit dissonant styles and lack self-awareness?
To illustrate what occurs when leaders are emotionally out of 'sync'with
their employees, and with themselves, I provide the following story regarding a
dynamic that ! recently witnessed between a research subject (Participant 5) and
a direct report. Furthermore, it is an example of an issue that occurs frequently

in stories that I hear from colleagues, at various conferences, and in classroom
and workplace discussions about leadership styles and employee engagement.
Sarah, a regional banking president for a large financial services company, had
observed a change in some of her team members, especially one of her top
performing territory managers, Dana. Dana was not hitting her sales goals, was
not coming up with creative solutions for monthly sales campaigns, and seemed

to be distancing herself from the team. Sarah was an extremely driven sales
executive and was well known for her "always on" management style. She felt

she had a great rapport with her team, and she had very high expectations for
their success. Historically, Sarah was good about promoting work\life balance for
her employees, but not necessarily for herself" She tried to be a good listener
and she always acknowledged her employees' talents and strengths. Sarah also
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felt that she and Dana had a great working relationship. Dana, on the other
hand, had also noticed a change in Sarah, a change that had occurred over
many months, but was exacerbated by a recent bank merger. Dana noticed that
Sarah was becoming less patient, was often reacting as opposed to listening and

was connecting Iess with her team. ln fact, while Sarah had previously exhibited
a more collaborative leadership style, she was now giving orders, delegating
tasks and criticizing her team's new ideas. Dana was becoming disengaged and
Sarah was slipping into dissonance as opposed to maintaining resonance in her
leadership style.
It is through the examples we set as leaders that we are able to cultivate

our businesses, connect with employees and inspire others in significant ways.
Resonant leadership is intentional and results from a deep desire to be the best
person you can be (Boyatzis & McKee,2005, p.201). This is accomplished

through hard work, introspection and honesty. A resonant leader is someone
who is willing to acknowledge the very best and worst parls of their character

in

an effort to Iearn and grow. This process of self-discovery allows the individual to

develop, refine and leverage their unique strengths and passions. As a result, he
or she is better equipped to engage, develop and inspire others. Resonant
leaders approach this authentically; understanding that inspiration comes from

within. There is a willingness to search internally to have a greater impact and
effectiveness on others.
Boyatzis and [VcKee (2005) noted, "People follow resonant Ieaders
because the leader's hearf is so clearly in the work" (p.22). The combination of
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a resonant approach and leader self-management may lead to more
collaborative working relationships with employees and business partners,
ultimately resulting in greater overall engagement.
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GHAPTER 4: LITERATURE REVIEW
Keywords: action research, appreciative coaching, appreciative inquiry, banking,
emotional intelligence, employee engagement, executive coaching, financial
seru/ces, leadership, leadership coaching, posif ive psychology, resonant
leadership

This literature review focuses upon empirical studies conducted between
2001 and 2011 involving the organizational use (or understanding of) resonant
leadership styles and leader self-awareness practices (emotional intelligence),

theories regarding employee engagement in the workplace and executive
coaching practices within U.S and Canadian based organizations.
Researchers suggest that job dissatisfaction in the United States is

growing rapidly. This is due in part to current economic issues, but also to a
growing disconnect between managers and employees. Lynn Franco, director of

the Consumer Research Center, suggests that if the trend continues at its current
pace the impact to engagement and productivity could impede our economic
recovery (Tortorici, 2010). A leader's ability to create and sustain emotional
connections with employees, while at the same time exhibiting self-awareness
and self-management may result in higher job satisfaction, more robust
innovation and greater team member engagement. On the contrary, dissonant
leadership styles may be highly destructive for employees and leaders alike. By
perpetuating dissonance in one's approach to leadership, employee health and

well-being as well as the Ieader's reputation and overall effectiveness, could
adversely impact the work environment. Further understanding of the potential
relationship between resonant leadership and employee engagement is
warranted.
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lt/y review of the literature on this topic indicates that empirica! research
on resonant leadership theory is limited. Research that does exist focuses
almost exclusively on the Canadian healthcare industry and is mainly qualitative
in nature. Empirical examples of U.S. financial services organizations practicing
resonant leadership are rare, but ldid find one study that focused on the
emotional intelligence (El) of managers in a finance environment. The apparent
lack of empirical research in banking comes as little surprise to me, as the

finance industry does not commonly focus on the "soft skills" associated with
leadershlp (Brooks, 2002). Because resonant leadership encourages concepts
such as mindfulness, inspiring hope and leading with compassion, its acceptance
outside of healthcare organizations (which are generally assumed to accept
similar philosophies toward patient and employee care) and applied to U.S.

corporate institutions is not well understood (Brooks,2A02; Wagner, 2010). For
the purposes of this literature review only empirical research incorporating some
aspect of resonant leadership will be reviewed.
ln the words of Goleman, Boyatzis and [VcKee (2002), "No creature can
fly with only one wing. Gifted leadership occurs where heart and head
and thought

-

- feeling

meet. These are the two wings that allow a leader to soar" (p. 26).

Throughout my research, one of the fundamental questions I kept asking myself

was how might leaders cultivate and nurture both intellect and emotion within my

workplace? Furthermore, could embracing a resonant leadership style increase
our effectiveness as leaders, while engaging the hearts and minds of our
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1

I

I

followers? The fundamental questions explored in this research address the
following:

'

Do resonant leadership styles/attributes positively impact employee
engageme nt?

'

Does the emotional intelligence of the leader (leader self-awareness)
positively lmpact employee engagement?

'

Do resonant approaches to leadership sustain long-term positive

change, promote empowerment or increase engagement for
employees?

'

Do executive coaching principles apply to resonant leadership styles
and can coaches work with leaders to enhance the Ieader's resonance
and\or emotional intelligence?

ln order to understand some of the key drivers of employee engagement,
it was important to focus my research on other organizations (and studies)

incorporating either principles of resonant leadership or emotional intelligence in
their day-to-day leadership models. Furthermore, an underlying desire of this
research is to gain insight into the field of executive coaching in an attempt to
explore and develop my own career aspirations in this arena. As resonant
l

Ieadership is derived from research on emotional intelligence, this review of
i

Iiterature begins by focusing on current studies conducted in each field. Next,

I

review literature on employee engagement studies and current trends. Finally,

I

review research and organizational models on the practices and definitions
/

associated with the fields of organizational and executive coaching.
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I

nant Leadershi
Cummings (2003) and Cummings and Estabrooks (2004)studied the
impacts of staff layoffs and restructuring on the health and well-being of nurses
and nurse leaders.' To accomplish this, Cummings and Estabrooks explored the
use of resonant leadership styles as a means to mitigate the adverse effects of
hospital reorganization

.

12,314 registered nurses in acute care hospitals in the

province of Alberta, Canada were invited to complete the Alberta Registered
Nurse (ARN) Survey on-line. The final sample consisted of 6,526 nurses (a 53%
response rate), with no significant demographic disparities identified between the
study sample and the overall nursing population (from the ARN database). The
self-report assessments used a Likert scale to measure resonant and dissonant
leadership styles, job satisfaction and participant self-efficacy. Survey results

were separated in databases based on the six primary resonant leadership
characteristics present, along with incorporating data into a seventh database
(labeled "mixed") for those participants who exhibited the use of more than one
primary resonant style.

The results found that nurses working in environments led by resonant
leaders reported the lowest mean scores on negative impacts of hospital
restructuring while those reporting to dissonant leaders reported the highest
mean scores, indicating a negative impact, as well as increased job
dissatisfaction and emotional exhaustion. Researchers noted that one of the
resonant characteristics indicated, the Affiliative style, also reflected the strongest
impact on employee engagement. Further research should be done to examine
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i

the long term implications of hospital reorganization and restructuring within the

survey population (over a number of years) in order to establish a baseline
measu re ment.

ln 2010, Wagner explored the relationship between resonant leadership
styles and employee empowerment.2 Combinations of both qualitative and
quantitative measurements were employed through the use of an on-line survey
and in-person focus groups. Research was conducted throughout the province
of Alberta, Canada. Subjects consisted of randomly selected licensed RN's

(Registered Nurses), OT's (Occupational Therapists) and PT's (Physical
Therapists) in both public and private practice healthcare settings. Three audio
taped focus groups were also conducted with a small sampling of each
participant

g rou p.

Results of both the survey and focus groups suggested that resonant
leadership styles played a significant role in the overall health, emotional wellbeing and empowerment of the healthcare professionals studied. Wagner
concluded that additional research should be done to increase the awareness of
as well as strengthen support for a resonant leadership workplace theory.
Furthermore the researcher suggested expanding the use of the focus group
format to increase qualitative data collection.

otional lntelli en
Emotional intelligence (El) can be described as the ability to identify,
understand and effectively manage our own emotions as well as the emotions of
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others (Goleman et al., 2001). Emotional intelligence gained recognition as a
concept beginning in the late 1970's but its popularity grew in 1995 when Daniel
Goleman published Emotional lntelligence: Why it can matter more than lQ.

Though Goleman's work was initially criticized for not being scientifically
quantifiable, it has had an undeniable impact on how we approach emotions

in

both our personal as well as professional lives. The El model identifies four
dimensions and over twenty competencies emotionally intelligent individuals
possess and exhibit. The four dimensions of: self-awareness, self-management,
social awareness and relationship management are the basis of what resonant
Ieadership theory is built upon (Goleman et. a|,2002). Goleman's work suggests

that unlike lQ (which is for the most part fixed) emotional intelligence is
something that can be shaped and polished over time.

Arguments over science and the inherent nature of emotions aside,
Goleman's suggestion that El is more of an indicator of success than lQ changes
the very nature of the way we look at Ieadership today. By cultivating emotional
intelligence, an individual is better equipped to manage their own emotions while
displaying empathy for others. The pioneers of emotional intelligence have given
us the building blocks for creating deeper and more meaningful relationships.

EQ measures our level of emotional intelligence, or our ability to use both
emotional and cognitive skills in life. According to Goleman (1995),"1n a sense

we have two brains, two minds

- and two different kinds of intelligence:

and emotional. How we do in life is determined by both

rational

- it is not just lQ, but

emotional intelligence that matters. lndeed, intellect cannot work at its best
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without emotional intelllgence" (p.28). The debate over lQ and EQ reigns on,
but most scientists and researchers agree that lQ is only one part of what makes

a person successful and is not, in fact, a predictor of exceptional performance.
Goleman argues that emotional intelligence and EQ contributes the remainder.
Goleman, Boyatzis and McKee (2002) suggest, "While the precise ratio of El to
cognitive abilities depends on how each are measured and on the unique
demands of a given organization, our rule of thumb hold that El contributes 80 to
90% of the competencies that distinguish outstanding from average Ieaders

-

and sometimes more" (p. 251).
Creating emotional connections with others is critical to effective
leadership, says Julia Hubbel, following the 2011 ttlulticultural Forum on

Workplace Diversity, which brought together more than 1 ,000 people from
around the globe. Hubbel, an author, entrepreneur and executive coach,
understands the significance of emotional intelligence in all aspects of our lives.
Hubbel's presentation, Leader Empathy: Connective Leadership for the 21=t
Century spoke to a growing need in US corporate cultures to build upon and
expand their current understanding of how emotional lntelligence impacts
relationships with their customers and employees. Furthermore, she stressed

that business leaders who exhibit both personal and socia! competencies aligned
with El principles will be more successful in the growing global economy. Hubbel
described situations where emotionally connected leaders have been able to
overcome significant obstacles, which resulted in positive and profound results

for their employers and their teams. She went on to provide examples of
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emotionally intelligent leaders versus their less aware counterparts; drawing the
conclusion that understanding and improving the connection between emotions
and actions is crucial to both personal and business success.
In 2002, Brooks investigated the emotional intelligence competencies of

high-performing managers (based on performance ratings) within a large regional
financial services organization.' N4oreover, the purpose of the research was to
identify if there was a relationship between managers who exhibited higher El
scores and who also had higher performance ratings. The study sample group
consisted of members of a department specific El leadership development pilot
program (LDP) and were identified by an internal panel of executives and senior
HR leaders. A total of 79 participants were selected based on panel
recommendations, progress in the LDP and their position level in the

organization. Additional criteria included: performance rating, years of service
and leadership potential. A total of 57 managers opted to particlpate.
Results found that high performance ratings and high emotional
intelligence were not highly correlated. However, a 90% confidence rating was

found in 3 of the 18 core competencies, which were Achievement, Adaptability
and Optimism. Brooks noted this because they comprise the emotional
intelligence characteristics within the category of El self-management. ln the
same way, Goleman et al. (2002) and Boyatzis & lVcKee (2005) suggest that
leader self-management and optimism are components of El, as wel! as critical
characteristics of effective leadership. l\4ost of the demographic data gathered
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did not significantly impact EI scores. Self-ratings versus multi-rater feedback
d iffe

red

s ig n

ificantly.

Gardner and Con Stough (2005) examined the relationship between
leadership styles and the emotional intelligence of executives.a A total of 250

high-level managers were invited to complete El tests and 110 particrpants
responded to the survey for a favorable response rate af 44%. Curious about the
lack of empirical research they reported in this area, Gardner and Con Stough
measured whether emotional intelligence could predict the transformational,

transactional or non-transactional (labeled as "laissez-faire") leadership styles of
senior managers. They defined a transformational leader as someone with the
ability to. arouse awareness in others, increase employee confidence and

empowerment, and focus the organization on achievement and growth. A
transactional leader was defined as someone who delegates tasks, is risk averse
and is satisfied with only basic expectations being met. These leadership
characteristics are similar to the resonant style of Visionary and the dissonant
styles of Commanding and Pacesetting. As a result, lfound these similarities
useful as lconducted my action research project on how leadership styles
influence engagement.

The study provided empirical evidence to support the hypothesis that

a

favorable relationship exists between transformational leadership styles and total
El scores, that no relationship exists between transformational leadership and El,
and that a negative correlations exists between /aissez-faire leadership styles

and EI. Leaders who possess high El and use a transformational style of
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leadership are more in step with the emotions and expression of feelings with
their subordinates as well as manage their own emotional well-being.
Regression analysis was also conducted in this study and further revealed that

self-awareness and self-management were key predictors of effective
transformational leadership (Gardner et al., 2002). The researchers suggested
that additional study be conducted on the El levels of entry and mid-level
managers to identify any differences and actual performance indicators could

also be examined.

Emplovee En qaqement
Developi ng effective and sustai nable enterprise engagement strateg ies

was the focus of the 201 1 tt/otivation Show and Engagement Conference. The
annual forum provides business leaders with an opportunity for networking,
education and exposure to current trends within human resources and talent

management. The sth Annual Engagement Conference: Connecting
Engagement, Loyalty and Financial Resu/fs featured numerous consultants and

specialists in the fields of HR, employee engagement and leadership

development. Conference director, Donna Oldenburg, pointed out that "Even if
you buy into the concept of engagement, the task of aligning all your human
capital goals can prove an enormous challenge in a downsized, globalized,
demographically diverse workplace." Research that I have conducted indicates
that this is certainly true within my own organization. We believe that
engagement strategies are critical to our future success, as well as to developing
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and retaining our top talent. However, we are acutely aware of the turbulent
environment in which we are trying to grow and prosper. Sound business
practices for addressing these concerns should therefore be a component of all
business strategies. Scott Lochridge, leadership consultant, stated that

"Engagement is the return on investment (RO!) of your organization's people
investment." These examples seem to support my hypothesis that certain
leadership characteristics suppoft engagement and should be taken seriously.
[\4oreover, by providing our leaders with the tools necessary to limit the use of

command or control leadership styles while increasing their effectiveness in
building trust and empowerment through resonant approaches we are creating a
framework for addressing the challenges present in today's organizations.

ln her study on role-based performance, Welbourne (2007) contended that
modern day popularity regarding employee engagement was born out of the post
1980's introduction of 'At-Will' employment. Welbourne asserted that
engagement suffered when loyalty within organizations was no longer expected

or rewarded. Fast forward to 2011 and employers are looking for ways to:
connect with employees, retain their top talent, improve slipping productivity and
reignite people's passion for meeting and exceeding organizational goals.
Effective leaders are the conduit through which engagement occurs. I argue
however that leaders in many cases need additional coaching, training and

guidance on ways to build and nurture relationships with their team members.
Building a culture of engagement has been an impo(ant part of my

organization's business strategy and vision for many years. ln fact, over a
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decade of employee satisfaction is available. This data reflects an understanding
by the company that employees play a central role in the success of the

business. Several major mergers have occurred over the past 10 years and on a
large scale have been successful. Culture, however, seems to play a big role
and an employee's sense of investment in and commitment to the new

organization is critical. For example, according to Sperduto (2007), the success
of mergers and acquisitions in banking is much like other industries and is highly
dependent on people. Failed mergers (or lower than expected results) are often
due to poor employee engagement and a lack of focus on engagement

strategies. As banks, like many companies in the current economic environment,
try to become more competitive they place higher value on the goods and
services available and less on service. Though engagement is critical to

successful mergers and acquisitions in banking it is often relegated to a variety of
"team-building activities" or is ignored all together. As a result, employees from
both cultures disengage and become resistant to change. The management

team and the organization play a critical role in addressing the needs of the
employees who play a significant role of the merger and future success of the

organization. Sperduto's research illustrates the business case for engagement.
Greengrove (2008) studied factors that contributed to creating and

sustaining employee engagement strategies.u Research conducted included
assessment of employee engagement and resonant leadership characteristics.

Through action-based research, Greengrove studied internal organizational
influences related to employee engagement, and focused primarily on leadership
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styles and organizational culture within her own department. For the purposes of
the study, engagement was defined as an employee's sense of empowerment,
as well as ownership of and optimism about the strategic vision and direction of
the organization. A total of 29 individuals were invited by email to participate in
the study. This sample group represented a combination of staff from the
researcher's department as well as eight senior HR leaders. Twenty one
participants returned the confidential survey and consent form via internal mail.
Study results indicated that trust, collaboration and the use of resonant
leadership styles were more likely to sustain employee engagement in both onsite and virtual work environments. Additional "key engagement drivers" were

also identified as a result of the study. The researcher suggested that
collaboration, resonant and values-based leadership and knowledge share

should be examined furlher as possible factors in higher employee engagement.
Quantitative correlation analysis was conducted by Heindel (2009), to
investigate the relationship between employee engagement indicators (e.g. job

satisfaction, professional development, empowerment, etc.) and the emotional
intelligence of leaders.6 Heindel was specifically interested in retention rates of
engaged employees. Based on key demographic criteria (e.g. tenure, executive

title, employee engagement data within the past 12 months), the 125 item BarOn Emotional Quotient Inventory (EQ-i) was electronically sent to B0 leaders in a
large Fortune 100 high tech firm. A total of 31 responses (and consent forms)
were received.
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Results of the research did not conclude that a leader's level of El
positively correlated to employee engagement. For example, the four primary
correlations the researcher studied (e.9. overall engagement, empowerment, job
satisfaction and relationship with the leader) did not show a p-value of less than
0.05 (p

*

0.05), meaning correlations were not significant enough to be

conclusive. Heindel suggested that research methods and data may have been
flawed as opposed to the original hypothesis being incorrect and suggests that
additional investigation be conducted.

utive Coachin
According to Dembkowski, Eldridge and Hunter (2006), "Executive
coaching is the art and science of facilitating the persona! and professional

development, learning and performance of an executive by expanding his options
for behaving authentically"

(p 11). This definition

appeals to me because it

approaches the coaching relationship holistically through both technical expertise
and emotional awareness. Additionally, that coaching principles are based on
the fundamental understanding that by building self-awareness and resonance,
leaders are fully capable of finding balance and success in applying thought, care
and passion to their work, and in their relationships with other.
Executive coaches work with a variety of individuals who possess varying

competencies and levels of self-awareness--no matter their rank within the
organization. As a result, coaches rely on a wide range of resources to assist
them in building meaningful relationships, to provide an effective structure and to
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gain credibility with clients. During my research, it rs imporlant to note the lack of
consistency in how executive coaching is defined in the broader organizational
environments (Ozkan,2008). Debates continue on who is qualified to be a
coach, what models should be used in coaching relationships and if only those in
executive or senior roles should be allowed a coach. [/oreover, coaching is

often used to resolve performance issues or as part of succession planning, but
not as a foundational aspect of on-going leader development.
Intrigued by the apparent lack of uniformity in defining, practicing and
approaching executive coaching, Bono, Purvanova, Towler and Peterson (2009)
investigated these inconsistencies by surveying over 400 psychologist and nonpsychologist coaches. The results of the survey highlighted the need for more

consistency in clearly defining the field of coaching as well as the key
competencies necessary to effectively coach others. Bono et al. (2009)
discussed the popularity of executive coaching but admitted that the lack of
empirical work on executive coaching makes it difficult to assess coaching

theory. The goal of their research was to identify common themes in terms of
labeling processes, models and approaches to coaching others, as well as who
is qualified to coach. Furthermore, Bono et

al

(2009) sought to provide an

overview of the field of executive coaching, examine inconsistencies in coaching
approaches and to provide participants an opportunity to share their own
insights, experiences and processes. Despite ongoing debates, Bono et al.
concluded that both intrinsic as well as extrinsic benefits existed as a result of

coaching relationships.
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Kombarakaran, Baker, Yang and Fernandes (2008)evaluated the use of
executive coaching in leadership development. Their mixed methods study

included 140 executives as well as 42 coaches. Survey results indicated that
behavioral change occurred for executives in five key areas: People
l\4anagement, Relationship with [/anagers, Goal Setting, Engagement and

Communication. Of particular relevance to my research were outcomes involving
relationship management and engagement principles. Through the development
of a coaching program and completion assessments, outcomes resulted in higher
executive satisfaction. High reliability between Relationship with Managers and
Engagement categories were noted. Finally, executive engagement increased
as a result of the implementation of the coaching program.
Ozkan (2008) studied the usefulness of executive coaching within

American corporations. This qualitative study involved 18 months of
ethnographic research. The purpose of the research was to examine how
executive coaching emerged in the U.S. Focus was on self-awareness in
managing others, marrying theory and psychology, and organizational efficiency

and productivity. lnterviews were conducted with a variety of coaches in various
fields in addition to assessing the effectiveness of leadership development

programs. Findings determined that executive coaching is a beneficial and
growing profession.
As a result of his research, Ozkan noted that over 100 definitions and
approaches to coaching existed. This is a significant finding as it highlights the
difficulty in appropriately defining and setting expectations related to coaching in
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the workplace. Furthermore, Ozkan argued that the current focus on using

coaching in organizations for behavioral challenges and succession planning is
somewhat short-sighted. ln organizations where coaching practices were more

widely employed, executives were found to be more optimistic, flexible and
balanced in their approach to managing others. Ozkan also emphasized that the
U.S. has a cultural dependence or attachment to individual growth and
development which does not support the collaborative or team oriented focus of

today's businesses. l\4oreover, that organizations are oftentimes overly technical
and rational in approaches to people management; contradicting the fact that
human nature Ieans toward more irrational emotional behavior (Ozkan,2008, p.
15.

ln summary, only limited empirical research on the relationship between
resonant leadership theory and employee engagement has been conducted.
Canadian healthcare organizations have started the investigation, but almost no
research has been done in the U.S., nor has it focused extensively on banking
and financial services industries. It is imporlant to note that considerably more
research exists as it relates to emotional intelligence (El) and employee
engagement but again, does not focus significant attention to flnancial services

organizations. As EI is the foundation of resonant leadership theory, it was
included as a springboard for additional study. Review of current literature has
provided favorable evidence to support the significance El plays in employee
engagement, and also provides evidence which supports the use of specific
leadership characteristics (e.9. resonant, transformational, etc.) which can assist
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leaders in building more effectrve relationships with employees-in an effort to
drive organizational success. The literature available seems to also imply that a
relationship exists between leader mindfulness, empathy and self-awareness,
and the engagement of employees in the workplace. As limitations did exist in
several studies and little is still known about the effectiveness of resonant
leadership styles within financial services, further research is warranted to
explore potential correlations and possible organizational benefits. Finally, while
studies suggested that executive coaching provides value within organizations,
all noted that a lack of consistency in defining and approaching coaching
relationships may impede progress in delivering those services. Further
research on the effectiveness of coaching, who qualifies as a coach and how to
build a coaching strategy should be considered.
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CHAPTER 5: FINDINGS
Applying action research methods to the examination of workplace
approaches to leadership and employee engagement has been especially

insightful. Conversations with department managers and executives as well as
cross departmental human resources and learning and development consultants
have shed light on gaps in understanding, defining and approaching employee
engagement strategies, as well as possible opportunities for exploring resonant
leadership styles and executive coaching within the context of my work group.

The original intent of this project was to identify the resonant leadership
characteristics of each manager within my department through the use of survey
and self-assessment tools, as well as previous Gallup Q12 engagement scores.
I intended to use this information to build a case for the use of executive
coaching in situations where low resonance and low engagement scores
indicated a development opportunity. However, due to the anonymity of the

survey, lwas unable to assess the Ieaders'resonant styles and also compare
that style to their work group engagement score. Research also indicated that
previously held assumptions regarding the participants' understanding of
resonant leadership, emotional intelligence and executive coaching were

inaccurate. Fortunately, through survey responses and the subsequent use of
one-on-one interviews with my senior leadership team, lwas able to identify
several gaps as well as assess their openness to future exploration of
resonance, engagement and coaching.

The most significant outcome of this research was the realization that our
leadership team did not consistently adopt, approach or define engagement in
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the same way. Even though the organization had been collecting employee
satisfaction (Q12) feedback for more than a decade, we had not clearly defined
how to use the information to support team member engagement strategies.

[/oreover, we had not set consistent goals for achieving, sustaining and
communicating those expectations. Furthermore, a broad range of opinions

existed in terms of the organization's ability to fully define employee engagement,
buy-in from Ieaders regarding engagement strategies, and the access to tools,
resources and training related to driving engagement within the workplace.

While lwas not able to immediately introduce an executive coaching
model for our group, my research provided valuable information regarding the
need to improve our approach to developing leaders and meeting engagement

goals. Fortunately, support exists for exploring how resonant leadership theory
and El principles may positively impact our leadership team's effectiveness. The
following survey feedback helped to illustrate current gaps as well as provide
context for how I might approach both action planning and further research.
Survey highlights and results included:
I

97% of survey respondents were not familiar with Resonant Leadership

theory. However, close to half were familiar with Emotional Intelligence
and concepts involving leader self-awareness and self-management. Of
those who responded, 67% had heard of Executive Coaching but
understood it to be only for senior level managers and/or those needing
behavioral modification interventions or who were identified as high
potential for succession planning purposes. Over half responded that they
would be open to coaching if it were open to all levels of management for
professional d evelopment.
Gallup Q12 Group[\4ean@ engagement scores for survey respondents (the
average overall rating\score of employee satisfaction given to each
manager by his or her team) indicated a relatively high overall
engagement rating of 4.06 (Likert-type scale 1.0 = Actively
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Disengaged/S.O = Actively Engaged). lnterestingly, only seven of the
survey respondents received less than a 4.0 GroupMlean@ score for 2010.
This may be due to a study limitation regarding survey respondents, as
those managers receiving lower GroupMean@ scores may have chosen
not to participate in the research. Possible future research would entail
providing leaders scoring 4.5 or under with additional training and
coaching on El and Resonant principles in an effort to increase overall
Group[/ean@ engagement scores for their teams.
l\4any respondents scored themselves as Democratic or Collaborative on
their leadership styles. However, my experience tells me that a more

comprehensive leadership assessment and exercises on resonant
characteristics would confirm if this is true. Further examination of each
manager's Q12 Groupltflean@ score would also provide additional insight.
I

l\4anagers who described themse]ves as being 'in-sync' with their teams
defined 'in-sync' as feeling "connected", supportive of "two-way
communication", "on the same page", "working toward the same goal or
vision."
Enhancing and developing resonant styles may help to strengthen
the vital connections between leaders and employees; further
su pporting e ngagement strategies

o

Respondents felt that engagement directly supported communication,
collaboration and relationship management
o Resonant Leadership theory supports engagement by promoting
and advocating for these behaviors. Through the use of coaching
practices, leader's could build and refine their own El and resonant
characteristics in support of engagement strategies
I

Participants stated that several road-blocks to engagement currently exist.
They are time, leader development opportunities and training, inconsistent
enforcement of theories and approaches, and conflicting organizational
cultures due to mergers, acquisitions and the virtual nature of our
workplace.

I

When building coaching models and engagement objectives, it may be
useful to understand what behaviors respondents currently consider an
important part of leadership. The following top five characteristics of
effective leadership were rated as:
1

.

Creates and inspires a shared vision

2. Displays empathy and relationship savvy
3. Leads with integrity and builds trust
4. Is strategic in communication
5. ls confident but not ego-centric
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When asked about areas of opportunity regarding engagement strategies
and the annual employee satisfaction survey, executive interview highlights
included:

Participant 1 - "We must have information about why engagement
matters, what it means, and what the Gallup Q12 questions mean.
There are tools and resources available but not a Iot of time to use
them. To me, engagement means I have an active role in the
company, in the direction we take. Do I have an opportunity to effect
change? You know, good Ieaders listen, too. We're great at giving
direction but we should be listening. To be effective one must have a
voice and be able to articulate that from an emotional standpoint."
I

Participant 3 - "Engagement is directly aligned to employee
satisfaction. Conceptually it's great that we are offering tools,
resources, training, etc. but how we use the tools and communicate
the results can feel forced. Where is the strategy? Right now it feels
reactionary. The focus is too much on the measurement. I wish we
had time for more conversations on the 'management' side of things.
think it's important to focus on the soft skills necessary to do our jobs,
too. Like effective communication, being able to Iead and manage,
empathy, thinking critically, judgment, leaps of faith. lt's sometimes
things that we can't measure and are hard to'train' people on. Simply
telling them won't help."
Pafiicipant 4 - "We don't spend enough time on employee
engagement strategy. We talk about it once a year. lwant to make
the team member engaged through direct interaction and assistance
with career advancement. Not just delegating tasks. The investment
in engagement is an investment in people and making sure our
employees are running on a full tank of gas. I think a key characteristic
of engagement is communication. You know, what drives engagement
is a willingness to not just tell people what to do but also providing
context. There needs to be a level of empathy and a connection.
think it's sad that managers can be successful without building those
relationships. That they can just delegate or use threats, etc. That
drives productivity but not engagement! And you burn out people. lt's
a vicious cycle of burn out and loss of retention. That short term
"Command" mode is a stress reaction."
I
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I

Participant 6 - "Focusing on engagement is absolutely a good use of
time. Employees leave managers, not jobs. When employees Ieave, it
signals a disconnect between the manager, the team member and the
organization. The company should help us see HOW employees are
engaged, what that looks like so we can measure and why it's
important. When people feel connected it matters. You need that
when you have many people working together. As a manager lask
"What can I do for you?" and "What do you think we should do?" We
should foster collaborative rather than directive relationships, I believe
that my own self-awareness is critical to my being able to manage
others. I try to put myself in other people's shoes. I do my own
research on 'soft skills'. As a manager I look for ways to provide
opportunities for my team members and I'm engaged through helping
others. Being connected to my team is vital. Leaders who engage
others are visible, honest, sincere,..they're the face of the
organization. We are all in this together."

Several additional considerations are worth noting:

Why engagement? Another outcome of the research was increased
reflection on why employee engagement is important and why we have
built a business case for engagement. Again, Welbourne (2007)
concluded that At-Will employment and a loss of loyalty contributed to
increases in disengaged employees. Furthermore, that key leadership
behaviors and role-modeling will re-engage workers. To improve
engagement, management commitment must therefore exist throughout
the entire organization (p. 51)
Respondents exhibited a general lack of awareness regarding resonant
leadership theory, emotional intelligence, definitions of executive coaching
and inconsistent understanding of core principles of each. Focus on
providing broader communication and training in these areas will be a
critical success factor.
o Though the general understanding of key concepts isn't present,
managers are exhibiting some behaviors which allow them to
achieve engagement scores that are above 4 0 (1 - 5 scale)

Overall, I received ovenarhelming support from department managers and
executives, HR, and research respondents for this research, but a few
challenges existed which contributed to some study limitations. These
challenges came as little surprise based on insights provided by Coghlan and
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Brannick (2010) regarding the political hurdles which may exist for the "lnsider"

when conducting internal research, but did result in possibly more bias in my
data than ihad hoped (p.

104)

First, bureaucratic hurdles needed to be handled

including receiving permission from my manager, team leader, group head and
human resources. Second, only 34% of the eligible research population
responded to the survey. I concluded that this may have been due in part to time
constraints, a lack of interest from the survey demographic and potential
concerns regarding anonymity. Third, only seven of the ten senior executives
completed one-on-one interviews. Though this group was extremely supportive,
I believe time constraints also played a significant role in their ability to

participate. Finally, my concerns regarding bias stem from an acknowledgement
that perhaps only participants with an interest in the subject matter would have
responded, thus promoting behaviors consistent with research because of their
similar interests or background?
Survey and interview feedback suggest that the company is currently
doing a good job of communicating the value of engagement within the context
and timelines set for the annual employee satisfaction survey conducted.
However, it is not consistently providing the tools, training and resources to build
awareness for managers around hovu to engage employees. I could find only

one intranet resource which provided videos and role playing examples, but is
was limited in scope and not widely shared as a resource. ln addition, a training
course for managers exists but only briefly highlights helpful tips and strategies
for driving engagement. lt focuses mainly on how to read and understand the
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manager scorecard each team receives at the completion of the annual
employee satisfaction survey.

Though library-based and empirical research highlighted the inconsistency
of definitions, approaches and uses of executive coaching, my respect for the

field coaching as an action-oriented helping profession has grown. The concept
of coaching is often dismissed by those who are unaware of the significance the
coach and client relationship can have. Coaching is a trust-based, mutual
interaction and the "designed alliance" between coach and client exists to
promote the client's achievement of fulfillment, balance and process (Orem et al.,
2047, p. 14). Coaching is a positive way to enrich a leader's perspective, selfconfidence and work-life balance because it focuses on their strengths and
desire to grow. Helping others identify and leverage their individual talents in
ways that enrich their lives as well as the lives of others would bring me great

satisfaction. To accomplish this as an organization, I believe we can approach
coaching with a more well-rounded and broader emphasis being placed on its

use in managerial and leadership development at all levels.
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CHAPTER 6: ACTION PLAN
Coghlan and Brannick (2010) outline an iterative process which may be
helpful in approaching an action research project. They define 4 steps: 1.)

Constructing:2,) Planning Action; 3.) Taking Action and; 4. Evaluating Action. By
following their model, lwas able to establish a framework for conducting,
assessing and evaluating my research

(p 8). The process provides a foundation

for creating an action plan as well as approaching future workplace opportunities
and project implementation. As discussed in chapter 5 above, my current work
group would benefit from additional exposure to fundamental training regarding

emotional intelligence as well as further examination of employee engagement
strategies and the business case for building a culture of engagement al all
Ievels of the organization. Once a baseline understanding has been established
regarding how we (as an organization) define both emotional intelligence and

engagement, my goal is to introduce principles of resonant leadership and to use
resonant leadership theory in executive coaching sessions with department
managers and senior executives.
Based on the results of this study, I have developed the following action
plan to address several workplace issues. First, to focus on an iterative
engagement strategy which will include the following:

.
r
.

Creation of an Engagement Communications Plan
!ntroduction of a New 'Lunch and Learn' Series
Creation of a new'Field Guide'and lnstructor-Led Training Course for
l\/anagers

o

Theory and Background on Emotional lntelligence
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o

New Resonant Leadership Assessment Tools and [/anager
Exercises

o
o

Employee Engagement and Empowerment Tips
Soft Skills Training

Second, I would like to work with our management team to reassess the current
understanding of our engagement goals, how we define engagement and what
leadership characteristics and behaviors are necessary to model and promote

engagement. Third, I would like to develop additional training curriculum and
increase management's awareness regarding the tools and resources available

to promote engagement year round. This involves creating an annual
communications plan which will include email blasts with links to Gallup
resources, interactive training webinars and engagement success stories.
Fourth, lplan to create a resonant leadership and emotional intelligence'Field

Guide'to ground managers in the theory, as well as provide self-assessment and
practice exercises for their use. Estabrooks et al., 2009, Boyatzis et al., 2005,

[/cKee et al.,2008 and Reeves and Allison 2009, provide examples of useful
resonant leadership assessments and practice exercises will be adapted for use
within my organization. Fifth, leveraging the increased awareness and
understandtng resulting from a focus on new tools and resources as well as

training and communications, I propose to introduce an executive coaching

model. I outline the 5 step DRIVE model in chapter B, as I created and will
continue to refine this framework based on internal workplace gap analyses,

Augsburg coursework and this action research. DRIVE stands for Diagnose
Readiness, Reflect and Assess, lnitiate Action, Validate and Execute and
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Evaluate and Revise. While I i,r;as unable to immediately apply the model, I do

see benefit to making it a critical future step in our engagernent and leadership
development strategy. Finally, as Welbourne (2007) suggested, I will continue to
champion these efforls through the leadership team as well are other internal
human resources parlners to support executive buy-in and a transfer of
knowledge throughout all levels of the organization.

Resonant Leadership and Executive Coaching Action plan
Step

1

Step 2

Step

3

Step 4

Step

5

Step

6

Introduce an iterative engagement strategy:
. Creation of an Engagement Communications plan
r Introduction of a New 'Lunch and Learn' Series
' Creation of a new 'Field Guide' and lnstructor-Led Training
Course for [Vlanagers
o Theory and Background on Emotional Intelligence
o New Resonant Leadership Assessment Tools and
Manager Exercises
o Employee Engagement and Empowerment Tips
o Soft Skills Trainin
Work with internal management partners to reassess the current
understanding of our engagement goals, how we define engagement
and what leadership characteristics and behaviors are necessary to
model and romote e a ement.
D evelop additional training curriculum and increase management's
awareness regarding the tools and resources available to promote
engagement year round. Create an annual communications plan
which will include email blasts with links to Gallup resources,
interactive trainin webinars and en
ement success stories.
C reate a resonant leadership and emotional intelligence 'Field Guide'
to ground managers in the theory, as well as provide self-assessment
and ractice exercises for their use.
lntroduce the DRIVE executive coaching model. DRIVE stands for:
1 . Diagnose Readiness
2. Reflect and Assess
3. lnitiate Action
4. Validate and Execute
5. Evaluate and Revise
Champion efforts through the leadership team as well are other
internal human resources partners to support executive buy-in and a
transfer of knowled e throu hout all levels of the o an ization.
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CHAPTER 7: IMPLEMENTATION AND EVALUATION
Phase I of the action plan will be to implement a leader resonance,
Emotional lntelligence (El) and engagement workshop in preparation for out next
Gallup G12 employee satisfaction survey in lVay 2012. The workshop will
incorporate steps 1 through 4 of the action plan described in chapter 6 above, as

well as existing organizational engagement resources aligned with the corporate
engagement objections and core values. The resonant leadership and emotional
intelligence field guide referred to in chapter 6 will be used to supplement
engagement tools.

Action Plan lmplementation Timeline
January through [\4ay, 2012

T

Creation of a formal Communications Plan
and Communications Calendar
Creation and distribution of the Field Guide

Throughout 2012

Future Planning

I

Creation and roll-out of the new Lunch and
Learn Series and lnstructor-Led courseware
Creation and implementation of an Executive
Coaching Series and introduction of a new
executive coaching model

To ensure continuous improvement and on-going evaluation, Phase I of

this action research will also include: 1.) The introduction of Coghlan and
Brannick's iterative process for all HR leadership and development projects;2.)
The use of quarterly executive sponsor feedback surveys; and 3.) The creation of
an HR forum that will discuss and monitor annual Gallup Q12 GrouplVean@
scores to identify possible development opportunities.
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CHAPTER 8: FURTHER STEPS
In my work in human resources, I am asked to collaborate with a wide

variety of individuals who possess varying levels of expertise, self-awareness
and self-management. At work, I often find that the managers I coach want to
take shotlcuts. For example, their favorite response in the face of a challenging
situation is "...can't you just tell me what to do?" That would certainly be easrer,
but telling someone what to do, how to act or what to say, rarely results in the
most constructive solution available. The most effective outcomes occur when

the manager (or senior leader) comes to the resolution on his or her own and is
willing to take accountability. Furthermore, I have found that supporting the
manager in a non-judgmental way drives ownership. Ultimately, understanding
the fundamental principles of coaching benefits me and the managers I work

with. ln addition, lstrongly believe that research supporls the notion that leader
self-awareness drives

fol

lower engagement.

Phase ll of this action research will be to create resonant leadership
assessment tools and exercises, as wel! as to introduce the DRIVE executive

coaching model. Based on research conducted regarding executive coaching,

I

created the DRIVE model to guide coaching sessions with department leaders in
an effort to increase resonance, improve self-awareness and guide work-life
balance in order to increase team effectiveness and employee engagement.

I

would like to continue to refine the model based on resonant principles, as well
as to work with our corporate HR partners to receive permission to introduce the
model in coaching sessions with executives. ln conversations with our
management team regarding coaching, it was noted that previous coaching
Page 48of74

sessions were provided through vendor relationships and due to expense
reduction initiatives these opportunities were no longer available. By providing
internal coaching, I could save costs while still providing beneficial personal
development opportunities for our managers.
Coaches rely on a wide range of resources to assist them in building
meaningful relationships, to provide an effective structure and to gain credibility

with clients. Executive coaches can increase their abilities to develop actionoriented relationships with cfients through the use of the DRIVE model. As
described in chapter 6 above, DRIVE is a 5 step model that provides the
framework for guiding clients through the stages of: 1.) Contracting:2.)
Discovering; 3.) Acting and;4.) Learning. DRIVE illustrates to the client both the
internal drive (self-awareness) needed to increase personal and organizational
effectiveness, and the momentum (through resonant approaches) necessary to
achieve highly competitive business objectives when managing others. At its
core, the model represents the unique skill sets an executive coach must
possess and the winning combination of tools to achieve successful outcomes

with clients. The focus and timeframe of the coaching relationship will depend on
the goals of the client and\or client's sponsors. The following steps are followed
to achieve several goals:

Step 1 - Diagnose Readiness - ls intended to assist the coach in: building trust
and rapport, establishing how the client views himself or herself and evaluating
the client's sense of purpose and balance.
Step 2 - Reflect and Assess - Is intended to assess the client's current state
environment as well as to contemplate future goals and possible outcomes. To
assess current client satisfaction levels related to the six resonant leadership
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competencies in an effort to identify areas of strength and opportunity (or
perceived strength and opportunity) and to be an on-going tool for progress
comparison and measurernent.
Step 3 - lnitiate Action
timelines.

-

ls intended to identify objectives, actions and

Step 4 - Validate and Execute - ls intended to promote accountability, measure
progress, indicate milestones and uncover obstacles, lt is essential to document
all goals the client has identified and actions he or she plans to take (or has
already taken) to meet those objectives.
Step 5 - Evaluate and Revise - ls intended to evaluate key client milestones,
review processes and recognize outcomes of the coaching relationship. Coach
and client may also negotiate future contact and should honor accomplishments.
IVofe; ln an execuffve coaching relationship, it

be sfiared with originalsponsors.

is important fo discuss hour outcomes witl

Figure 1: DRIVE model for Action-Oriented Executive Coaching (Created by Ryan Aladctux)
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ln addition to the introdi:ction and refinement of the DRIVE coaching model

for use within my organization, I also propose the following future goals:

.

Continue to refine and research concepts of resonance, self-awareness
and self-management in leadership

'

Advocate for the introduction and use of action research methods in all
departmental project, strategy and business planning

.

Assess and reassess progress

'

Present findings of this research at an internal learning caf6, the annual
Recognition Professionals lnternational and / or N/otivation Show, and the

Augsburg College Spring Colloquium

This action research has reaffirmed my interest in resonant leadership and
executive coaching. Outcomes regarding current work group understanding of

these concepts as well as employee engagement objectives have proven
especially insightful. I have been especially thankful for the support and interest
received from internal business leaders for the initial research, along with their
commitment to promote and champion its future implementation. Furthermore,
the feedback I have received has been exceptionally positive. ln discussions

I

have had with internal business leaders, human resources colleagues and
partners in both Learning and Development and Employee Relations, the core
principles outlined in this action research project were highly regarded. ln fact,

I

was surprised by the level of support I received for this project based on the

oftentimes restrictive environment in which lwork (largely due to the size and
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bureaucratic nature of the organization), our reputational sensitivity and the
regulatory risks leaders are acutely aware

of. internal partners

have been open

and honest in their feedback, as well as their support for my on-going research
and possible implementation of the best practices, tools, and resources outlined
in this research to reinforce the organizations ongoing commitment to improving

year-over-year employee engagement scores.
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CHAPTER 9: CONCLUSIONS
This action research has been an excellent opportr-rnity to explore
important issues within my workplace while further developing my relationships
with the managers lsupport. lt has been a privilege learning from them as well

as providing insights into how we can partner to support departmental and
organizational goals related to leadership development, employee engagement
and continuous growth. This action research will result in a broader engagement

strategy being built for our business line. This strategy will include coaching
opportunities for all managers and will place an emphasis on emotional
intelligence and resonant leadership theory. ln order to build a culture of

engagement, managers must exhibit strong self-awareness and selfmanagement skills while being able to balance workplace priorities and personal

well-being. As a result, leaders may be more prepared to build deeper
connections with their team members in an effort to drive employee
empowerment, enrichment and engagement.
ln order to build a culture of engagement at work, leaders must dedicate

time and energy to creating a sense of purpose, appreciation and organizational
contribution for employees:

1. Engagement

is an important driver of success within our teams as well as

our business

2. There is a business

case for additional tools, resources and training to

support management's commitment to engagement

3.

Loss of loyalty drives down engagement. Building stronger relationships
and connections between leaders and employees is our only hope of
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reengaging (and sustaining) our workforce. The goal now is to reconnect
and reengage employees though building emotional connections with
them through a shared vision, a sense of community at work, deepening
relationships with clients and customers and feeling a sense of
purpose/value as a result of the work.

4. This action research

resulted in a richer and more thorough understanding

of the gaps and road-blocks present for managers in meeting engagement

goals. The ability lo ,rrr*y and interview the management staft was
highly beneficial and resulted in increased personal satisfaction, a sense
of connection and confirmation that I was adding value within the
organ ization.

ln chapter 1, I provided an introduction and context for both the thesis
statement as well as the environment in which this action research occurred. ln
chapter 2, the review of literature, I focused on empirical studies conducted on
resonant leadership, emotional intelligence, employee engagement and
executive coaching to establish a foundation on which the research was built.
Research results indicated that further study was warranted in these areas due to
a lack of empirical research or inconsistency in definitions or approaches.

I

provided an in-depth description of resonant leadership theory and how it was
used in this research in chapter

3.

Chapters 4 and 5 described methods of data

collection as well as qualitative research outcomes. loutlined the action plan

I

created to help address research findings as well as provided how and when
these findings will be implemented within my workplace in chapters 6 and

7.

I
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proposed further steps and approaches in Chapter

I that could be helpful in

addressing future workplace opportunities, including the possible introduction of

the DRIVE executive coaching model lcreated. Finally, lsummarized this action
research project and reiterated how and why resonant leadership may positively
impact employee engagement.
Leaders have a unique and powerful role in the world, and the very t:est in
each one of them can bring out the very best in each one of

us. Becoming

a

resonant leader takes courage, conviction, and personal insight. Sustaining
resonance takes practice, patience and a process for self-evaluation and

renewal. This internal focus is not done out of selfishness or ego, but out of care
and concern for the human spirit. It is about caring for and developing the very
best within ourselves, in order to share that compassion with those we serve.

Through resonance, we increase our effectiveness as leaders and we engage
the hearts and minds of our followers. This action research project provides
support for: 1) Introducing resonant leadership theories into workplace leadership
development curriculum; 2) Exploring the connection between a leader's
resonant style and emotional intelligence on employee engagement; and 3)
Using executive coaching models focused on building resonance to enhance
leader effectiveness.
Examining resonant leadership theory within the context of this study was
extremely useful. Though El and resonant leadership concepts may be
considered "soft-skills" by many within my work team, survey and interview

feedback indicated that there is significant value in building upon these skills.
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h4oreover, resonant leadership theory supports engagement and personal and

social competence skill building by approaching these attributes holistically.
Furthermore, based upon the principles of personal competence and
mindfulness, resonant leadership theory supports engagement through a focus

on hope (inspiring a shared vision) and leading with compassion (care and
concern for what the person does best). Action research data supported the
relationship between resonance and engagement; prcrmoting a sense of
connection and optimism that helps to build and sustain a culture of engagement

within the organization.
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ENDNOTES

'See Cummings and Cr-rmmings ancJ Estabrooks (2004), for insight into the
limitations of this study, including the fact that only quantitative data and selfassessment instruments were used. The 139 item survey included two well
established data collection instruments the Revised Nursing Work lndex and the
[/aslach Burnout lnventory. Due to the nature of the study, qualitative data
collection may have provided more in-depth insight into engagement indicators
per and post restructuring. Though the sample size was significant, no
randomization efforts were made. Furthermore, it is unclear how demographic
information was collected, and if nurses and nurse leaders were categorized
separately to evaluate if level of experience impacted responses.
'See Wagner (2010), for information on participant selection, as well as how the
researcher crafted the survey. Research was conducted throughout the province
of Alberta, Canada and Structural Equation [/odeling (SEl\4) was used to analyze
the data. Subjects consisted of randomly selected licensed RN's (College and
Association of Registered Nurses of Alberta), OT's (Alberta College of
Occupational Therapists) and PT's (College of Physical Therapists of Alberta) in
both public and private practice healthcare settings. RN's returned 144 surveys,
OT's 100 and PT's 169. Three audio taped focus groups were also conducted
with a small sampling of each participant group (5 RN's, 8 OT's and 5 PT's). The
survey (which participants completed on-line) was fashioned from four separate
questionnaires (e.g. Conditions of Work Effective Questionnaire ll (CWEQ) - 19items, Spreitzer's Psychological Empowerment lndex - 12-items, Spirit At Work
(SAW) questionnaire - 18-items and the Resonant Leadership Scale - 10-items)
measuring: structural empowerment, psychological empowerment, engagement,
resonant leadership characteristics and job satisfaction. A total of 69 questions
were asked using a Likert-type scale (1 = Completely Disagree/G = Completely
Agree). ln addition, demographic information was collected on all participants
with a wide range of age groups and geographies identified. Cronbach's alpha
was calculated for each original questionnaire included in the survey, making
overall reliability of the survey difficult to calculate. However, reliability for the
Resonant Leadership Scale was highly consistent at s = 0.95. lnitially, the
researcher piloted the survey with a sample group of six human services
professional who were not included in the final sample. A total of 1400 identical
questionnaires (including a research summary, consent form and confidentiality
agreement), were sent electronically and through postal services. Subjects were
referred to the researcher by their respective professional association based on
years of experience and professional reputation. The researcher used a
stratified sampling method across professional groups, created a "N4ixedIt/lethods" (quantitative survey and qualitative focus groups) research design,
conducted statistical analysis to determine the extent of missing data and used
Structural Equation [/odeling (SEM) to test survey outcomes. ln addition, the
researcher used qualitative research software (N-Vivo) to classify, compare and
sort focus group outcomes. Some research limitations existed. The RN
population sampled consisted of a higher number of managerial and advanced
Page 57 of74
I

degree professionals who may have had more exposure to resonant leadership
or emotional intelligence theory. Demographic disparities also seemed to exist
for OT and PT populations, as analysis illuminated urban versus rural population
differences as compared to RN's in Ieadership and empowerment expectations.
Focus group participants were selected by professional associations and not
randomly selected. A wider range of participants is therefore recommended for
further study.

'See Brooks (2002), for additional clarification on research methods and

outcomes" Using the Hay/[\4cBer Emotional Competency lndicator (ECl) 2.0
(which is based on Goleman's El core competencies, as well as Boyatzis'SelfAssessment Questionnaire) participants were asked to answer 73 questions online that measured the subject's emotional competencies in 18 core areas. Along
with the self-assessment, the Hay/tVcBer ECI included a 360' multi-rater
instrument which was completed by individuals who worked with or reported to
the subjects. Demographic information about the subjects (e.g. title, tenure,
educational level, performance rating, etc.) was also gathered. The researcher
concluded that performance rating was not a key indicator of emotional
intelligence. However, this may have been due to measurement\design\analysis
limitations which restricted the full understanding of El effectiveness in the
workplace. Brooks suggested that additional research in this area be conducted
and incorporated in to organizational HR strategy. Study limitations included the
lack of test-retest reliability being conducted on the ECl. The sample size was
relatively small and from one department within the business. lt was noted that
the bank employed over 5000 people, and that the sample consisted of very
high-level executives only. Selection was somewhat biased as participants were
not randomly assigned and were from an already high-potential pool of
individuals. The multi-rater requirement was too narrow as respondents may
have answered more favorable about their manager knowing that complete
anonymity was problematic in such a small department. Finally, no mention of
ethical considerations was made above and beyond survey confidentiality and
consent. This was suspect as participants were in a LDP program and most
likely expected to participate. ln addition, data collection and safeguarding
practices were not clear in this study.
osee Gardner and Con Stough (2005),
for examples of the two questionnaires
used in the study. The Swlnburne University Emotional lntelligence Test (SUEIT)
self-assessment, a 65-item Likert-type scale (1 = Never/S = Always) that
measures how effectively subjects manage their emotions as well as the
emotions of others. The SUEIT is specifically designed for use in organizations.
Gardner and Con Stough selected the SUEIT questionnaire as opposed to the
Bar-On EQ-l (another popular El measurement tool) because they felt the validity
and explanations for variance were stronger. The SUEIT questionnaire was
created from a large factor-analytic research study that was conducted and
internal consistency was measured. A second self-report questionnaire was also
provided to the executive participants. The lMultifactor Leadership Questionnaire
Page 58 of 74

(MLO Form 5X) is a 45-item Likert-type scale (0 = Not at All/4 = Frequently, if not
always) that measures the frequency to which subjects display a range of
transformation or transactional leadership styies. Tne MLQ alsrr measures a
sub-set of leadership characteristics labeled /aissez-faire where leaders show
almost no emotional interest in the well-being of followers. A limitation to the
study is that researchers used only self-report tools to measure El and leadership
characteristics. A multi-rater assessment may have also been useful to examine
the perceptions of those individuals who report to or work directly with the study
participants. ln addition, qualitative tools may have also contributed to study
results. Finally, sample selection seemed adequate however it is unclear how
respondents were selected and if sample randomization occurred . 76
respondents were male and 30 were female, with four not reporling gender,
which may be reflective of a gender imbalance in senior leadership positions.
The average age of subjects was 43 years, and almost half had earned at least a
postgraduate degree.
t

see Greengrove (2008), for methodology as well as clarification on the
Iimitations of this study. A qualitative methodology was employed through the
use of open-ended questionnaires, focus groups and individual interviews. The
questionnaire consisted of 15 open-ended questions that were crafted by the
researcher using industry best practice standards for survey creation and were
piloted prior to distribution. Focus group participation was limited to five HR
leaders and who agreed to be audio taped while discussing five open-ended
questions. All responses were transcribed and shared with participants for
review and editing prior to result tabulation. The focus group was facilitated by a
professional moderator, and a scribe, an observer and the researcher were also
present. All survey and focus group data were separated into themes and then a
coding/sub-coding scheme was constructed for evaluation by the researcher and
reviewed by her faculty advisor. All research outcomes were reviewed and
discussed by the researcher's action-research team, which consisted of a
primary project sponsor, senior organizational leaders and the faculty advisor.
Limitations existed including the small sample size and selection procedure, the
participant's direct reporting relationship to the researcher (creating bias
concern), issues of confidentiality and no reliability or validity efforts being made
to ensure consistency or correlation of survey questions/data. Finally, concerns
regarding the process of categorizing qualitative open-ended responses proved
problematic.
usee Heindel (2009), for additional insight into conclusion
the researcher drew as
a result of the study. The 125 item Bar-On Emotional Quotient lnventory (Ea-i)
was electronically sent to 80 leaders in a large Fortune 100 high tech firm. The
S-point Likert scale (1= Not at all True of tt/e/S = Completely True of lVe) is an
emotional intelligence self-assessment tool which measures the leader's
emotional and social strengths and weaknesses. A total of 31 responses (and
consent forms) were received. The EQ-i suggested a moderately effective to
effective measure of emotional intelligence. Once returned, the researcher
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moderated a 60-minute debrief session with respondents, using the leaders
preexisting employee engagement (team) results. Engagement results were
provided by a total of 300 of the subject's direct reports who completecl the 54
item 6-point Likert-type scale (1= Strongly Disagree/O = Strongly Agree) 360o
multi-rater assessment within the past 12 months. lnternal consistency was
conducted but indicated low reliability between the two measures. The
researcher indicated that further research be conducted to evaluate the
relationship between leader El and performance, using additional measurement
tools and a broader sample size. Significant limitations existed in this study,
most notably was the small number and homogenous grouping of participants.
Second, the sample selection was not random in nature. Third, only one selfassessment tool was used and no qualitative measures were employed. Finally,
the researcher indicated a strict confidentiality/nondisclosure agreement was in
place regarding the exploratory study and as a result, sample size, demographic
data and sampling pool were extremely limited.
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APPENDICES
Appendix A

Participant Consent Form
The Influence of Resonant Leadership Styles on Employee Engagement within a Financial
Services Organization
You are invited to partlcipate in a research study regarding the potential influence resonant
leadership styles have on employee engagement. You are being asked to be a possible
participant because you have: (1) a minimum of three years of management or leadership
experience; (2) have been with your current employer for a minimum of two years; (3) direct
reports; and (4) current year employee engagement (Q12) scores for your employees, Please
read this form and ask any questions you may have before agreeing to participate in the study.
This study is being conducted by Ryan Maddux, MA as part of my master's project in Leadership
Studies at Augsburg College. My advisor is Norma Noonan, ph.D.

Background lnformation

:

The purpose of this research is to study the potential influence resonant leadership styles have
on employee engagement. A resonant leader will be defined as someone who exhibits a high
degree of self-awareness, is capable of building meaningful connections witlr employees (through
empathy, optimism and trust), and is able to create highly effective organizational cultures by
leveraging the strengths of others in pursuit of a shared vision.

Procedures:
lf you agree to participate in this study, I will ask you to complete a brief survey/assessment as well as
to meet with me for one hour either in person or via phone. I will ask you numerous questions related
to this research topic. I will take notes and will record (if granted permission to do so) our meeting for
my purposes of data collection and to listen to the recording to refresh and verify information from the
interview.

Risks and Benefits of Being in the Study:
Low Risk: Due to any probing for personal or sensitive information in surveys or interviews
Participants will not receive any direct benefits. However, as a result of this study an executive
coaching model will be created which may lead to future coaching opportunities with the
researcher.

lndirect benefits: Leaders may benefit from the findings of this study by understanding the
potential influence resonant leadership styles have on employee engagement in an effort promote
leader self-awareness and to retain and develop existing team members.

Confidentiality:
The Augsburg faculty will be provided with a paper and/or electronic copy of this report. A copy
of the final report will be in print and accessible at the Augsburg College Library. ln addition,
may present the results at a graduate student colloquium and/or educational conferences.
I

I will not include any identifiable information about you. All rJata will be kept in a locked file at my
home. Only my advisor Norma Noonan, Ph.D and I will have access to the data and any tape
recordings. The tape recordings will be transcribed and will only be used for purposes of
clarifying and validating my understanding of the interview. lf the research is terminated for any
reason, all data and recordings will be destroyed. While I will make every effort to ensure
confidentiality, anonymity cannot be guaranteed due to the small number to be studied.
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You may withdraw from the study at any tinre. During the interview you may skip any questions
you do not want to answer. I will rrot include any information whiclr will make it prossibte to identify
you in the final repoft. i may use direct quotes but will use pseudonyrns so you are not identified.
The pseudonyms I will use for participants are: Participant A, Participant ts, Participant C and so
on.

Any tape recordings will be destroyed after the required-three-year tinre frame. All raw data will
be destroyed by December 31, 2014 following federal guidelines which specifies a minimum of 3
years for retention of data.

Voluntary Nature of the Study:
Your decision whether or not to participate will not affect your current or future relations with your
current employer, Augsburg College or Ryan Maddux, tt/A the researcher. lf you decide to
participate, you are free to withdraw at any time without affecting those relationships. During the
interview you are free to skip any questions being asked of you.
Contacts and Questions:
The researcher conducting this study is Ryan Maddux, [t/A. You may ask any questions you
have now. lf you have questions in the future, you may contact me at maddux@augsburg.edu;
cell: (612) 220-0046 or my advisor Norma Noonan, Ph.D., noonan@augsburg.edu; office: (612)
330-1 1 98,

tvofe: You will be given a copy of this form to keep for your records.

Statement of Consent:
I have read the above information or have had it read to me. I have also received answers to
questions asked. / consent to participate in the study.
Subject Printed Name
Subject Signature

Date

Researcher Printed Name:

Subject Signature:

Date:

I consent ta be audio taped.
Signature:

Date

I consent to allow use of my direct quotations rn the finat report.
Signature

Date:
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Appendix

B

Research lntroduction Participant Emaii
The lnfluence of Resonant Leadership Styles on Employee Engagement within a Financial

Services Organization
My name is Ryan Maddux, N/A, and I (Ryan Maddux, IVA) am a student in the lVaster of Arts in
Leadership Program at Augsburg College and my advisor is Norma Noonan, Ph.D. As part of my
Masters project, I am conducting a study which focuses on the potential influence resonant
leadership styles have on employee engagement. You were selected to participate in this study
because you've been identified as someone who: (1) has a minimum of three years of
management or leadership experience; (2) has been with your current employer for a minimum of
two years; (3) currently has direct reports; and (4) possesses current year employee engagement
(012) scores for your employees. Please read the information below before agreeing to be in the
study. lf you have any questions now or later, you may contact me at maddux@augsburg.edu;
cell: (612) 220-0A46. You may also contact my advisor, Norma Noonan, Ph.D. at
noonan@augsburg.edu; office: (61 2) 330-'l 1 98.

The purpose of this research is to study the potential influence resonant leadership styles have
on employee engagement. A resonant leader will be defined as someone who exhibits a high
degree of self-awareness, is capable of building meaningful connections with employees (through
empathy, optimism and trust), and is able to create highly effective organizational cultures by
leveraging the strengths of others in pursuit of a shared vision. This study will explore several
questions:
Do resonant leadership styles positively impact employee engagement?
I

Are engagement scores higher for employees who are led by resonant leaders?
Are retention rates higher for employees who are led by resonant leaders?
Do resonant leaders possess specific attributes that positively impact workplace
relationships and/or workplace cultures?

Risks and Benefits of Being in the Study:
Low Risk: Due to any probing for personal or sensitive information in surveys or interviews.
There are no direct benefits to participants. lndirect benefits: Leaders may benefit from the
findings of this studyby understanding the potential influence resonant leadership styles have on
employee engagement in an effort promote leader self-awareness and to retain and develop
existing team members.
Confidentiality:
The Augsburg faculty will be provided with a paper and/or electronic copy of this report. A copy
of the final report will be in print and accessible at the Augsburg College Library. ln addition,
may present the results at a graduate student colloquium and/or educational conferences.
I

I will not include any identifiable information about you. All data will be kept in a locked file at my
home. Only my advisor Norma Noonan, Ph.D. and I will have access to the data and any tape
recordings. The tape recordings will be transcribed and will only be used for purposes of
clarifying and validating my understanding of the interview. lf the research is terminated for any
reason, all data and recordings will be destroyed. While lwill make every effort to ensure
confidentiality, anonymity cannot be guaranteed due to the small number to be studied.

You may withdraw from the study at any time. During the interview you may skip any questions
you do not want to answer. I will not include any information which will make it possible to identify
you in the final report. I may use direct quotes but will use pseudonyms so you are not identified.
The pseudonyms I will use for participants are: Participant A, Participant B, Participant C and so
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on. Any tape recordings will be destroyed after the required-three-year time frame. All raw data
will be destroyed by Decentber 31 ,2014 following federal guidelines which specifies a minimum
of 3 years for retention of data.
Voluntary Nature of the Study:
Your decision whether or not to participate will not affect your current or future relations with your
current employer, Augsburg College or Ryan Maddux, IVA the researcher. lf you decide to
participate, you are free to withdraw at any time without affecting those relationships. During the
interview you are free to skip any questions being asked of you.
Contacts and Questions:
The researcher conducting this study is Ryan Maddux, MA. You may ask any questions you
have now. lf you have questions in the future, you may contact me at maddux@augsburg.edu;
cell: (612) 220-0046 or my advisor Norma Noonan, Ph.D., noonan@augsburg.edu; office: (612)
330-1 1 98.
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Appendix C

Farticipant Survey Questions

1.

Please indicate your Q12 GrouplVean@ (Work group Engagement) score
below (e.g. 3.85, 4.23, etc.)

2.

Have you heard of Resonant Leadership Theory?

3.

Have you heard of the concept of Emotional Intelligence?

4.

Have you heard of Executive Coaching?

5.

lf you have heard of Executive Coaching, have you ever considered it as part
of a leadership development plan?

6.

Please list four to five characteristics that you believe good leaders possess:

7. Please rank in order of importance

(1 = most important) the leadership
characteristics you previously indicated:

8. How would you describe
9.

How would you describe being 'in sync' with your team?

10. How do
1

1.

your leadership style and why?

you manage personal stress in your workplace?

How do you describe engagement?

12. Based on your understanding of

engagement how do you, as a leader,

engage others at work?
13. What are

the benefits of an engaged workforce?

14. Please describe any tools and/or resources available to you to promote team

member engagement?

15.What are some of the roadblocks to engagement in the workplace?
16. Please select your gender/gender identity from the following choices:

17.Please select your age range from the following choices:
18. Please select your ethnicity or

the ethno/racia! group you most identify with

from the following choices:
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19. Please select

the number of years you have been with your current employer
from the following choices:

20. Please select the number of years you have been in a management and/or
leadership position from the following choices:
21. Please select the level of position you currently hold from the following
choices:

ZZ.Please select the total number of team members currently reporting to you
from the following choices:
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Appendix D

Participant I nterview Questions
Employee Engagement has been widely discussed within our organization for
years, and more recently, businesses around the world have been critically
examining the benefits of an engaged workforce. For the following questions,
think about ways (as a leader) that you manage (and encourage) your own, as
well as your team's engagement.

Organization

1.

2.
3.

lnd ivid

Our company devotes considerable attention to employee engagement
strategies. Do you feel this is a good use of time, energy and resources?
lf yes, why? If no, why not?
How do you approach conversations with your team regarding employee
e ngageme nt?
Are the tools, resources and training available to you (as a leader)
sufficient in driving engagement strategies within the organization? lf yes,
why? lf no, why not?
a. Are you committed to using the tools, resources and training
available to you? lf yes, why? If no, why not?
u

al

1. Tell me about

2.

a time you felt the most engaged at work. What factors
contributed to your sense of engagement?
What impact do you believe leaders have on employee engagement?
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Appendix

E

DRIVE Executive Goaching Model: Resoirant E-,eadership Approach

-''"''''

\
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+...'Figure 1: DRIVE model for Resonant/Action-Oriented Executive Coaching (Created by Ryan
Ataddux)
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Coaches following the DRIVE model collaborate with clients to meet the following
objectives:

Step 1 - Diagnose Readiness (Pre-coaching with execs)

'.
.
.

Build rapport and trust (alliance)
Establish expectations
Restate pu rpose
Commit to contract

Step 2 - Reflect and Assess

.
.
.

Discuss behaviors and performance (using Resonant Leadership models)
Promote client self-management (discovery and awareness)
Explore alternatives

Step3-lnitiateAction
Collaborate on possible goals
Acknowledge suggestions
ldentify ROI (weighing advantage, disadvantages and alternatives)
Step 4 - Validate and Execute
Establish (mutually) the course of action
Check for road-blocks
Provide resou rces
Set timelines
Ensure mutual accountabillty
Step 5 - Evaluate and Revise
Discuss progress and approach
Re-evaluate areas of opportunity
Recognize milestones
Conduct an Overall Appraisal
Sou rce:
Adapted from action research fieldwork, CBD Executive Coaching resources,
Becoming a Resonant Leader and Renewal Coaching.
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